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4 March 1970 


MEMORANDUM FOR: All Professional Recruiters (FY 70-275) 


SUBJECT 


: The Present Situation and a Look 
at the Future 


gee Ce It is that time of the year again (we're runring 
a month or so ahead this year): 


ae 


When components have in process virtually 
all the candidates they will need to meet 
their requirements through the end of 
this fiscal year (30 June 1970); 


When components are under mandate to close 
out the fiseal year at or below a lower 
ceiling; 


When there iis a temptation for components 
to use clerical attrition (not filling 
clerical slots) to meet their reduced 
ceiling obligetions (thus creating a 
problem for RD that will appear in about 


-18 months); 


When letters are going to fully cleared 
applicants (ocpecially RID) informing 
them that there will be a delay and we 
don't know how soon we can make them a 
positive job offer; 


When top flight cases (especially in the 
liberal arts area) are going begging in 
the Skills Bank; 
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£; When components, if reviewing cases ac 
all, take greater interest in such 
matters as grade point average (2.9 
vs. 3.3) and test results. 


2. Add to these imponderables the fact that under 
a recent directive from the Civil Service Commission 
(which the Agency is observing) employees with over 20 
years service and over 50 years of age or over 25 years 
service at any age can opt to retire "involuntarily" 
if their Agency is over ceiling (we won't know the 
impact of this for some time). Further, the Director 
of Personnel will implement recent instructions from 
the Executive Director-Comptroller that external recruit- °- 
ment of personnel will be undertaken only after every 
reasonable effort has been made to staff positions 
through internal reassignment. 


3% The picture outlined above is more cloudy than 
gloomy, but you can see why we have difficulty giving you 
precise guidance. 


4, As you'll recall, we planned this year to level 
off the clerical input rate so as to avoid, insofar as 
possible, the extreme peaks and valleys of past years. 
Through your fine cooperation, we have been quite 
Successful. Although there have been minor fluctuations 
from month to month, the average to date is almost exactly 
on the established target of initiations per montn. 

AS a result, we need not contemplate the frantic, ali-out 
scramble to EOD as many new clerical employees as possible 
during the next four months. Instead, we ought to sirike 
an average of no more than about [__]clerical initiations 
per month during this period in order to keep Agency 
components staffed and maintain the TAS (Temporary 
Assignment Branch - the old "ZAS") at an appropriate lave). 
By this we are not asking you to relax on clerical recruit. 
ment but rather to continue the Steady pressure you've 
been applying. You can also afford to be considerably, 


more selective in comparison with this period in past years. 
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5. We must constantly remind ourselves that what 
we/you are doing in the field today relates to requirements 
six to nine months from now. There is no reason to believe 
that our task will be much smaller during the next Fiseal 
Year. Attached for your information (and destruction 
when you have read it) is our so-called "Program Call". 
This is the annual updating cf a five-year budget 
planning paper outlining our objectives and describing 
any changes in approach that will influence our accomplish- 
ment of those objectives. As you read through it, you 
should be able to get the feel that we are/will be very 
much in business for some time to come. 


6. Hang in there, men! 


Chief, Recruitment Division 


Attachment 
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RECRUITMENT AND PLACEMENT 
Summary of Progress and Objectives 


1. We have improved significantly our ability to manage ranpor2y 
input, and are moving now to strengthen our support to both supervisors 
and employees in handliny: problems of internal personnel nenasc-mert. 
Specific progress has been made with respect to: 


a. Forecasting and monitoring personnel requirements, ind 
translating them into continuing guidance to recruiters and seiectiui: 
officials. 

b. Controlling the volume of applicants in procese to level 
the peaks and valleys in input. 

©, Shifting reeruitment from a high-volume campus+orier ted 
program to one characterized by selectivity and targeted uss of a 
Wide variety of sources, 

ad, Developing viable Co-op and Summer Intern Prorrans. 

©, Adjusting field recruitment procedures to avoid hari ssmen: 
and adverse publicity. 

Z. Expanding our working-level relationships with comnc sents 
as @ basis for cooperative action in dealing with their vroblers. 


@, We expect to continue along these directions, with the 
following major objectives in vlew for 1972-76; 


ae Discontinue scheduled, publicized campus recruitment in 
favor of sclective use of specialized sources of referral, 

b. Expand the Co-op and Suamer Intern Provrans to about 175 
and 50, respectively, aus substantial sources of professiosal ipsut 
and for their public relations advantayes, 

ec, Extend ond strengthen proccdures to control siaffing 
aeainst requirements. 

ad, Develop mechanisms and procedures for coordinated action 
to adjust imbalances in distribution of personnel. 

G. Improve and extend proceedures for followup and preeoxit 
interviows, s6 the hope of promoting iudividual job satisfactien anc 
reducing attrition, 


STATINTL + By the end of FY 1971 the Recruitment and Placement eloment. 
an connection with organizational and functional realignment, will 
have reduced its staffing requirements STATINTL 
With the exception of an assistant in the Co-op and Intern 
area an FY i572, we anticipate that any staff needs which may 
dovelop can be met by reprogramming. 
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30 January 1970 


Progran Element: Recruitment and Placement 


A. Progress Toward Objectives 


1. Objectives stated last year were: 


R. Improve our capability to forecast Manpower reauire- 


ments and to translate them into recruitment and in-process 
targets. 

be Continue to meet recruitment requirements and, 
with respect to academic recruitment, seek ways to minimiaz:: 
the effects of campus disturbances, 

¢. Improve our capability to meet personnel require.- 
ments with precision and econcmy. 

ad. Enlarge the Co-op and Intern Programs gradurlly 
over the next five years to total sizes of about 150 ane 
25, respectively. 

@. Strengthen placement support to both enployees ard 
supervisors in handling problems of internal personnel 
management. 

£. Procure cualified military personnel for detail 
toe the Agency and provide administration and support for 


those on-board, 


2. Progress has been made as follows: 


a. Staff personnel requirements for Fiscal Year 1969 


STATINTL were estimated to be[ an the following categories: 
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b. We have improved significantly our ability to 
forecast manpower requirements and to translate them ints 
xyeordLtment and dineproecess targets, Tais results pricarily 
from (1) use of a prowing cata base to identify and epnay 


experience factors; (4) close liaison with opersting can- 
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their current and prospective needs for professional and 
technical staff personnel; and (3) implementation in FY i970 

of a system whereby Agency components report each month ef 
statement of their clerical requirements, All of this 
information is used toe provide continuing guidance to the 
recruitment staff and to develop in»process targets to meet 
specific EOD objectives. We monitor the in-process pipeline 
closely, as to both numbers and categories of applicants. 

with the twin abjectives of making timely provision against 
prospective needs, and achieving a more even rate of inpec 

over the year, In this connection, during the past quartar 

we have been "force~feeding" the Pipeline by initiating 

security processing on likely candidates for selected seisntitic, 
technical and ADP positions, even though Aseney component: 

must await decisions on ceilings and project approvals ’ 
beferc they can determins thcir specific needs. We arc 
reasonably certain that some of these candidates wilt be 

needed ond we want to have them available when the time 

comes. As a further development, during the first half o- 

FY 1070 we maintained a higher clerical FOD rate al STATINTL 
[Jana Clerical in-process level [| than in the STATINTL 
game period last year. This rcporesents progress townrd our 

goal of leveling the extreme peaks and valleys in clerical 


input. 
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e, Recruitment perfermance was fully adequate te 
requirements in FY 1969 and continues so in FY 1970, in 
terms of total case-load production, the number of applicant 


cases produced has declined since FY 1968 at a rate of 


ei ee iri Vie 
[._______]euring the first half of F¥ 1970--but 


with no corresponding decline in the rate of security 


STATINTL 


initiations and EHOD's. This is a reflection of increascc. 
precision and sclectivity in the recruitment process, anc 

of changes in recruitment sources and methods. Prior to 

¥Y 1969 recruiters concentrsted on campus sources for tin 

bulk of professionul production and worked other sources 
mostly during the non-academic-year months, In FY 1968 

we recruited on over 440 campuses, and in the process 
encountered “7 anti-Agency incidents which gencrated 

adverse publicity and led to cancellations or withdrawa.:. 
Thig experience led to a revicw of our policies and procedures 
with sespect to publicity and ow-caupus interviewing. Fu. 

FY 1969 voecruiters scheduled 288 schools, of which 11¢ wwe 
considered top priority, and arrangements were made to i.ter~ 
view off campus where opposition was anticipated or encounterds, 
Through careful forward planning, and resort to off-campus 
interviowing at 60 schools, we met our goals and encountorad 


only 7 incidents, Substantially the same schedule was 
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arranged for FY 1970, including the same priority schools, 
with an understanding in advance in each case that our 
recruiter would cancel or withdraw if circumstances should 

60 indicate, During the first half of FY 1370 we cancellad 
ox interviewod off campus at 36% of scheduled schools (10% 
and 26%, respectively) with no adverse cffects upon recruit~ 
ment results, and with no significant incidents encountered. 
As emphasis on campus rocrudtment has declined we have turnei 
increasingly to other sources, particularly for specialized 
personnel, In FY 1969 we joined GRAD (Graduate Resume 
Accumilation and Distribution). a computerized referral 
@ystem operated by the Colleza Placement Council. It has 
been particularly effective in providing resumes of Electronic 
Engineers leaving military service. We have developed clase: 
relationships with the recruliment sectcr of the U. S. Civil 
Service Commission. Agency recruitment Literature is placed 
in CSC "Job Information Centers” across the nation and bring: 
in 2 steady volume of inquiries. On several occasions cur 
recruiters have participated in CSC Regional "file vicwin=: 
days", a procedure whereby Foderal Agency representatives 
are invited to review the records on young men and women who 
have seored exceptionally well in the Management Intdin 
Examination. Field recruiters in their respective areas 


have expanded their access to military scparetion points 
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have accepted our full-time employment offers. We had co-on 
agreencnuts with 11 schools in FY 1969; have added 6 thus fer 
in FY 1970; and have 8 additional schools under consideration 
as future sources. 

@e, Placement Division has been reorganized and renamed 
the Staff Personnel Division, and its capabilities have beer 
strengthened in relation particularly te: (1) manarine nan-~ 
power input; (2) helping to resolve personnel imbalances 
rosulting frou ceilins yxeductions and other strenv th adjust~ 
ments; and (3) identifying and helping to remedy indivicual 
problems of job dissatisfaction due te misassicnmert. With 
respect to (1), in paragraphs « and b above we have indicates 
progress in. defining and monitoring input goals, ¥ith respect: 
to (2), a priority responsibility in a period of ceiling 
restraizats, we have had some experience in connection with : 
BALPA—related adjustments aad cur Aasipnment Officers anc 
working with their respective nureas to identity redeployment 
action which may Pscome necesscry. Apency management het 
recognized the necessity for coordinated action to accor slisr. 
the adjustments which lie aheac, and we ave gerring ourselves 
in FY 1970 to render wil possible assistance, With respect 
to (5), we have taken two positive ateps. We have re-cetablithed 
the follow-up interview program for professional and technics! 


employees in the Intelligence, Support, and Science anc 
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Technology Directorates, to monitor the suitability of 
initial assignmenis and to identify possibilities of romeinl 
action when appropriate. Our experience thus far, thotgh 
limited, suggests that the program is welcomed by employeer 
and ie of benefit to the Agency. We established end er-n- 
tinue to maintain a roster of senior secretaries who are 
interested in and available tor reagsipnment, and coardinate 
the consideration of these candidates for senior secret:rin) 
vancancies as they occur, In idition, our Assipnment 
Officers have boen designated and are serving a: EEO 
counselors for the areas which they serve, 

£. The Mobilization and Military Personnel Division 


coutinucd its excelent relationships with the military ier. 


@ices, both in precessing needed personnel and in admint-tesi-: 


military personnel on duty with the Agency. Completion .# —>- 
osal | phase-out and iewstdation [svete mde. 
wary reasons for a decreas@ in requirements for “assienac! 
military personnel from approximately[ Jin F¥ 1449, 
and subsequent BALPA and OPRed reductions led to an exstin-tes 
“assigned” strength of about[ —|by the end of ry 1979. 
Kequeats far “detailed for aguty with" personnel (formerly 
Category 4) for whom MHPD assumed responsibility in Lose 

have increased, a trend which reauires careful monitoring. 


ALL of the Apency's military personnel assigned overseas or 
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at[ ss installations were visited during the part 


year and any local probleme were rosolvec,. 


B, Progren Plane and Objectives 
ZL. Recruitment 
In the PY 1972-76 period we see the Agency etabili.ed 
in size with an annual input requirement for starfi personaeclk 
af about| eto the current level, and abou: 
[externally recruited contract persenicl. Within those 
numbers there will be a graduai increase in needs fur 
specialized professional and technicel porsonne) end a slicht 
decroase in clerical vsequirements. [netroasing Butometion tnd 
new techniques in produetion and handlins: of records will tené 
te shift some portion of clerical needs from clerks, mess sper: 
and stenographers to preduction typists and keybourd~orics ted 
clericals with technical learning capacity. Wo foresee nm: 
serious shortages in the manpower market, and public attarticn 
to qur recruitment activities will be rnecligiblie. Ath tliat 
view of the futuro, and on the basis of experience to dato, 
we propose to modify the recruitment program along tne fa: Lowitre 
Lines: 
a. AS & Fenerni practice, WSs will abandon schadule:, 
publicized saguds recruitment visits, Tnstead, recruiters 
will maintain contact with faculty members and officers ¢- 


vdministration who can make referrals of qualified eandid.ted. 
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interviews with such candidates will be conducted either oii 
canpus or in secure circumstances on campus. To the exteit 


that campus recruitment will be continued, it will be a 


matter of seeking highly specialized personnel such as 


scientists and encineers, linguists, mathematicians, foreicn 
area specialists, and economic analysts. Full use will be 
made of the advice and participation of Agency exverts in 
Joint vecruitment efforts. 

b&b. We plan a steady increase in the size of the Cow: 
Program. Plane of the offices now involved will total abet 
[_]with the greatest nuser[ | te be is Npre. Sst 
Further increases will come through fdding new offices to v2: 
Program rather than incressins the number of eo-cps in ofinco.s 


now participating; there is a limit to the number any offic: 


7 


¢an handle effectively. The Audit Staff will try two comens 
RG a Starter; the Office of Finance is considering joining 

the program; and we plan another attempt to involve adciticonnt 
offices of DD/S&T, aspecially OEL and ORD, Should there tians 
work out, we may have about 175 co-ops by 1974/75. Aleag with 
& co-op expansion, we will seek a broadening of Agency volicyv 


to permit employment of additional Summer Interns, The 


Director approved the present limited program because cf 


personnel shortages and recruitment difficulties in the 


categories sought. Those reasons are not Likely to be as 
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strong in future as they were in the past, but experiance 
with the program has demonstrated that it offers two imporiait 
advantages: (1) 59% or more of the graduating Interns wil: 
accept full-time employment with us; and (2} those who enjoy 
their experience in tho Agency but do not elect to stay, 
become friends and advocates in the graduate schools to which 
they return, This ts a substantinl public relations rein 
which, in our view, justifies expansion of the progras, 

Hany additional offices would try Summer Interns if the 
policy were broadened, Even without an Intern exprosica, 
however, we estimate fron the graduating dates of nresent 

and anticipated Co-~oos and Interns, on the basis ef 1979 
experience, that wo will pain fulletine eaployees from the 
programs in numbers ranging from 23 in 1971, to 38 in 1976, 
The latter firure will be about 10% of our anticipated oro- 
fessional requirement. 

Gc. We will expand our access to military savaration 
centers and seibativs service records for young graduates in 
aoeiat sciences and liberal arts fielda who are leaving the 
military service, thus decreasing further the campus search 
for such junior officer tatent. Our excellent working 
relationships with Army Security Agency, Air Force Secu ity 
Service, and Naval Security Group are expeeted to conth ue 


and from these sources we will obtain most of our commuci- 
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ad, We will cultivate and expard our informal relat:on- 
ships with Civil Service regioncl facilities, as importan- 
sources of leads and “write-in" inquiries, 

es, Use of advertising, GRAD, and access to the 
placement activities of professional societies will be 
continued and expanded as necessary. 

&. Clerical weanud Ghent will continue to be & major 
task for the foreseesbie future. Efforts will continua ta 
increase the number of applicants from within a 50-mile 
radius cf Washington, to cut down on the number of adjustuent 
problems attendant upon out-of-town clerical recruiting. 

The highly competitive local clerical market will never 
supply more than a portion of our needs, however, and fieic 
clerical recruiters must continue to operate, especially fcx 


the nere mature secretaries and typists for overgess agshuniecot. 


Ceiling controls will continve to be a dominant 
factor in personnel input menagement. Inbalancea in dis~ 
tribution of personnel wiil accompany or result from ergaii-- 
gzational and functional changes, The uneven impact of losis 
through retirement and other causes-~i.¢., the pass-throuzt 
ef the “hump” in the mid='70'ge=awill necessitate more tha. 


usual attention to the configuration of the manpower struciv:e 
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and the development of lines of succession. <A new generation 
of employces, morc restices and less tolerant than their 
predecessors, will make the succesa of that crucial first 
assignment ever more important in maintaining a stable 
work force, The accelerating pace of developments boti: ir 
technology and in infornational requirements will require 
‘tiet Gus systems for procuring end deploying poopie ba 
alert, responsive, and capable of rapid adjustment to 
changing needs. In sum, we will need controlicd stafficne 
against carefully developed requirements; and coordina ved 
action through central mechanisms to effect parsonnecl 
placements which are in the Arency's interest as well is 
that of components and individuals. Here ig where the 
Staff Persoanel Division can help. 
gm, The Division will extend and strengthen proecdures 

designed to bring sbout timely selection decisions on uppii~ 
cants throughout the year. We will cstablish in«proces 
tarpetsa for groups of applicants of interest to more tian 
one component; call upon component representatives to 
participate in selecting the better candidates from those 
available for consideration; and initiate clearance ac cions 
without delay on those selected, Thus we can assure tic 
more timely availability of qualified candidates as EO} 
yequirements are firmed, 
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b, The follow-up interview program for new emolcvoer 
will be continued, and a particular effort will be made. to 
accomplish timely follow-ups in the GU-09/11L range. The 
number of new clericals makes it impractical to attennt 
follow-up interviews with all, but we intend to extend the 
principle to clerical employees by establishing a program 
whereby those who Cesire roassipnnent may express their wishes 
and obtain considcration, Clerical attrition hus avera ‘ed 
Close te 22% for the past three years or nore; undoubteily 
some part of thig logs was due to job digsatisfactions which 
tight have been alleviated through timely reassignment retio-s, 

c. The Division will conduct premWexit interviews with 
all staff employecs, to take place as soon as possible when 
an employee's intention to leave becones known, It may be 
possible to arrante remedial action in approprinte cages, 

4. The Division will uncerteke specific programs ts 
Zacilitate internel recruitment action, This will involve 
action along two related lines: (1) as component statffiac 
vequireuents become known, we will explore possibilitics of 
filling them throuch internal reassignment before turnin: to 
external recruitment; and (2) we will maintain information 
about current vacancies and abcut enployees who wish tc he 
considered for reassignment, and will reviow them for 


“natches" as appropriate, 
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©. We will monitor closely the suitability of 
Assignment actions, particularly for professionals, anc: 
Will work with PMCD and with components to achieve realistic 
Tables of Organization which will reflect, accurately rnd 
currently, the staffing status and requirements of comyonens:. 
£. We will try to build up in the IAS a supply cf 
cleared personnel so that component clerical requirements er. 


be met as they develop, 


3. Mil itary Manpower 
&. The Agency's requirements for military person ial 
reached a peak during the Korean Emergency when in 1L&53$ 


[tz tary personnel were assigned, Durtif 


the next ten years requirenents fluctuated between a law 


[_] 4m 1959 to a bigh[ an 1964, Since 1934 th xa 


has been a steady decline in our requirements for assigned 


military personnel down to a projected strensth[ 


by 30 June 1970, Barring unforesecon changes, it is ant:cie 


STATINTL 


pated that the requirement for assigned military personel 
will remaint daring the F¥ 1972-1876 pericd, 

6b. In addition to ‘assipned't military personnel vho 
obligate personnel slots, the military services provide 
personnel to perform certain services of common cobcern auch 
ag guard duty, aircraft muintenance, etc, Personnel used 


under these conditions pare considered "detailed fer dutr 
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with" the Agency but remain assigned te the local military 
command concerned. The Apency reimburses for these services 
but the personnel involved are not charged against ceiling. 
Since the institution of the current personnel reduction 
programs, there has been increasing pressure from usini 
components to shift some of our “‘assiened" military personnel 
requircments to the "detailed for duty with" category. Thins 
trend will bear close watching for two reasons: {1} the 
Agency has no control over the selection of personnel ised 
an these positions and (2) the military services could 
withdraw the support at any time with little or no warring. 
«c, The deletion of military personnel slots is 5 
tempting way to meet reduced ceilings since the military 
persons involved do not have to be fired; they are just 
returned to their parent service, We belicve, however, 
that other factors must ba taken into consideration beitore 
a decision is renched to reduce military porsonnel recuire~ 
ments much below the present level; @.g., (1) the possisie 


STATINTL 
reluctance on the part of the misitary services to provide 


personnel to meet contingenoy requirements 


if our uormai 
requirements have been reduced to near-zero, and (2) the 


obvious advantage of having persennel in the military who 
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have served a tour with the Agency and can serve as arr 
"felonds<inecourt", 

d. MMPD Will continue to procure the best qualified 
personnel available to meet the Agency's military manpover 
requirements end provide complete administrative and fisen} 
Support for those on board, 

@€, Little change in foreseen in the areas of mititiyy 


reserve, civilian reserve, or military deferment, 


C. Resources Recvlired 
The Coordinator of tho Cooporative Education/tir tern 
Proprams wili vecuire a Junior Professional Assistant (Gme1°°. 
te meet the requirements of the expanded proyrarmrs, 
2, Fiserl Years 1972-1976 
No additional requirements are anticipated beyead 


the FY 1972 level, 
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